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ABSTRACT 
The purpose of this study is to identify the 
critical environmental, organizational, procedural and 
technological factors which have a bearing on the 
success of Information Systems Strategic Planning 
(ISSP)• The current and projected scenarios of the 
Information Technology industry are addressed, and the 
impact on general business in the private sector as 
well as public administration is analyzed to form the 
groundwork for the study. The need for strategic 
planning for information systems is emphasized, both 
in terms of the economic effects on the organization 
as well as the competitive advantage or disadvantages 
that could ensue given the success or otherwise of 
Information Systems (I/S) planning. The linkage with 
the organization's overall strategy formulation 
process is discussed. 
A part of the study is devoted to addressing 
the Hong Kong situation with regard to the practice 
and level of sophistication of information systems 
strategic planning. Primary data are collected 
through interviews and a survey of selected computer 
• • • 1 1 1 
users. A framework for Critical Success Factors for 
ISSP is developed, making reference to results of 
literature surveys on the subject where appropriate. 
Recommendations on how management could cultivate the 
necessary environment and support for ISSP (including 
the basic recognition for the efforts involved in the 
planning process) is addressed, in addition to 
recommendations on what the information technology 
industry and the government could do either 
individually or in unison to facilitate good ISSP for 
the local economy. 
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CHAPTER I 
BACKGROUND AND INTRODUCTION 
Impact of Information Technology on General Business 
and The Public Sector 
The use of Information Technology (IT) -
computers, telecommunications, and office-automation 
products and related software, is making waves of 
change in all sectors of the world economy. 
Independent projections on the demands of 
computer-based resources to support the applications 
are mind-boggling, both in terms of numbers and 
implicit technology advances (Appendix 1)• As users 
of IT move from the original mechanization of labor, 
to the present competitive edge applications, to the 
so called ,Third Wave of IT Maturity• involving the 
mechanization of field operations, so do the depth and 
breadth of IT impact increase in all proportions. 
Whilst examples and comparisons on the 
improvements in price/performance of information 
technology are grossly abundant and will not be 
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repeated here, more subtle and invisible changes are 
strongly affecting how businesses and organizations 
behave. Professor Warren McFarlan of the Harvard 
Business School, in an address to an audience of Hong 
Kong business managers and government officials 
assembled by the Committee on Science & Technology in 
August, 1989, provided a succinct account on some 
interesting concepts and developments. Some of his 
insights are summarized in the following 6 points: 
(a) Software Economics 
The cumulative investments in software 
development have growth to such proportions 
that they are starting to be treated as 
'assets' (and liable to depreciation) on the 
balance sheets of some companies, rather than 
•expenses� in the income statement. This can 
be interpreted as a sure sign of strategic 
importance attached to the software endeavors 
of companies as well as the marketability of 
the software 'products' these companies 
produce. 
(b) The Critical Importance of Planning 
Projections on the kinds and numbers of 
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information technology vendors who will make 
the year 2000 were used to bring home the 
moral that, if vendors (often equipped with 
first hand industry knowledge) could fail, 
then the end user could only ignore proper 
planning at their own peril. 
(c) •Information-Enabled Partnerships� 
Information will become a key point for 
consideration and catalyst for partnerships 
among operating units of an organization as 
well as among organizations/countries. 
(d) Organizational Issues 
The transformations of organizational 
structures and control systems arising from 
the adoption of information technology are so 
significant that a good one-fourth of the 
Organizational Behavior curricula at the 
Harvard Business School is devoted to IT 
change management. 
(e) The Importance of Data Strategies 
The emergence of legislations related to data 
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(privacy) is encroaching on all organizations 
as a major environmental impact. Full control 
requirements by the end of this century adds 
further to the urgency of actions. 
(f) Software Monopolies 
New forms of monopolies arising from the sheer 
size of software investments by companies and 
their abilities to force a sellers' market are 
becoming real concerns. 
Information Technology Trends 
A common cynical remark in the information 
industry puts the depletion rate of one's knowhow of 
computers, communications, and software at half every 
ten years, suggesting the phenomenal rate of 
technological change and product obsolescence. 
Ironically, all indications are that such rates would 
even accelerate further, as the following partial list 
might not even pretend to be exhaustive: 
- Mainframe computers with 
multi-billion instructions per second 
capabilities 
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- Parallel Processing 
“ Cooperative Processing and 
Server/Client Relationships 
- Artificial Intelligence 
- Open Systems 
_ Full-function, value-added networks 
and full-fledged Electronic Data 
Interchange (EDI) 
- Intelligent Pocket Companions (IPC), 
and 
“ Very Small Aperture Terminal (VSAT) 
Satellites. 
Appendix 2 gives further examples of emerging 
technologies in the information industry. 
The Need for Systematic Planning for the Use of 
Information Technology 
The foregoing discussion on the increasing 
impact and complexities of information technology 
makes the need for planning sound like common business 
sense for any organization. Unfortunately, it has not 
yet been the case. Conventional wisdom on information 
systems planning puts great emphasis on hardware and 
software matching and capacity planning, albeit for 
good reasons, but has a tendency to 'isolate' more 
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than ‘integrate‘ the information systems function with 
the organization, very often with undesirable 
results. The need for long range planning is further 
amplified by the following factors: 
(a) The pitfalls of project-by-project approach to 
information systems are detrimental to the 
organization in many respects. Examples of 
these include systems which do not communicate 
well among themselves, with inconsistent data 
standards, and the loss of coherence in 
hardware/software choices; 
(b) Conversely, technologies have advanced to 
enable a lot more synergies among the 
operating units of the organization than 
before; 
(c) The worldwide shortage of skilled 
professionals demands careful prioritization 
and allocation of resources where they create 
the most value for the organizations; 
(d) Increasing desire for accountability of 
resources and substantial investments incurred 
in IT by management； 
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(e) Growing use of IT as competitive weapons by 
organizations, necessitating anticipatory 
actions. The line between attaining 
competitive advantage, or suffering from the 
loss of it, is getting finer and success 
hinges on professional planning and good 
•intelligence� on the competition's 
information systems capabilities; 
(f) Compatibility requirements of industries or 
countries in which the organization operates; 
(g) Consistency in work procedures and mobility of 
staff resulting from good standards on IT; 
(h) Timely input to the change management process 
of the organization; and 
(i) Support for and integration with the business 
policy of the organization. 
The Broad Problem Issues of 
Information Systems Stratecric Planning riSSP) 
The problems surrounding the practice of 
information systems strategic planning, or the lack of 
it, are many-fold: 
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Severe Applications Backlog 
The explosive growth of IT applications on a 
worldwide scale has resulted in heavy development and 
applications backlogs (typically 2-5 years) for most 
organizations. The attention of information systems 
management has traditionally been set at getting 
time—critical projects off the ground. The frequent 
need to align the systems in production with 
prevailing technologies has on the one hand provided 
opportunities for improvement but on the other has 
been a significant drain on scarce people resources. 
Sporadic Efforts on ISSP 
As mentioned before, the initiatives for ISSP 
have centered on hardware/software purchase plans. 
The net result of this and the diluted attention given 
to ISSP is that the efforts expended are either 
sporadic or perfunctory, readily giving way to 
tactical activities with higher claimed priorities. 
General Lack of Understanding of issP 
The concept of (formal) information systems 
strategic planning is rather new, and awareness among 
the IT professionals, not to mention general 
management, is far from uniform. The need for and 
approach to such planning is a common source of 
controversy. 
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The Situation in Hong Kona 
Given the need for ISSP, it is interesting to 
know how organizations in Hong Kong are fairing in 
terms of the practice, attitudes, and level of 
sophistication attained. Informal discussions with IT 
practitioners reveal very much the same problems cited 
above. There is a significant amount of apprehension 
over the justifications for the planning efforts, 
partly because of the need to perforin subsequent 
analysis before the items on the strategic plan are 
put in place. Some practitioners lament over the lack 
of standardized ways of planning, including the 
necessary automated tools, while some others have 
doubts whether the lead time in arriving at a usable 
plan would inevitably make it lag behind the turn of 
business events and opportunities. Yet some others 
feel that they could not complete a plan in totality 
because of the influence by other parties. As for 
users of the information systems, reactions range from 
sheer apathy to concerns over how much effort they 
should contribute on their part. At least one senior 
business manager has asserted that ISSP is no more 
than ,drawing up a plan for the computer guys for the 
next 5 years•• 
In commerce and industry, it is enlightening 
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to see the introduction of information-related 
products and services by several organizations in the 
Territory. Whether these are the direct outcomes of 
integrated business/information strategic planning is 
not certain, but there are definite signs of them 
being so. In the government sector, where the author 
has considerable experience working in, major 
initiatives have been made to introduce ISSP 
progressively at various departments and dispense with 
the project-by-project approach. Under the latter 
approach, computer resources are separately justified 
and implemented on a project (application) level, 
often resulting in multiple computers with associated 
multiple software charges, only to require further 
integration efforts and costs within a short 
timeframe. The ISSP initiative will pose some real 
challenges, at least in terms of securing the 
financial commitments for implementing the plans under 
the realities of the resource allocation system, but 
the initiatives alone represent the positive shifts in 
emphasis. 
As for the information technology industry 
itself, the driving forces tend to come from the 
consultancy and training segments so far. This is not 
surprising, considering the relative business 
incentives of such firms over suppliers in promoting 
more planning by the user community. Having said 
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that, one could argue that suppliers themselves should 
take a longer term view and realize the benefits to 
them if their users start planning for more computer 
capacities and the timely adoption of strategic 
technologies on a wider scale. 
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CHAPTER II 
REVIEW OF LITERATURE ON INFORMATION TECHNOLOGY 
AND STRATEGIC PLANNING 
Recent Studies 
Information Systems Strategic Planning has 
been rigorously researched upon in recent years. The 
frequent coverage of such studies in leading business 
publications perhaps bears strong testament to the 
growing importance attached to ISSP in general. 
Zuckerman (1989) redefined the role of the 
Chief Executive Officer to include the development of 
timely, accurate, and useful information systems. 
Sullivan (1988) asserted that new (information) 
technologies and the search for competitive advantage 
are transforming the scope, objective, style, and 
sources of expertise in planning. On the productivity 
side, Girard (1989) saw the exclusion of the chief 
information officer in strategic planning sessions as 
a barrier to productivity in the health industry. 
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Boon Siong Neo (1988) observed that the 
consideration of IT by start-up companies will result 
in greater use for strategic purposes, while the 
analysis also revealed customer needs and management 
support to be important factors facilitating IT as 
competitive weapons. Perez (1988) suggested ISSP to 
be based on a critical business analysis and top 
management participation. 
Allen (1988) urged that information systems 
executives use business based arguments instead of the 
traditional, technical ones for system upgrades (to 
provide additional capacities) and to overcome 
unreasonable freezing policies on justifiable IT 
expenditures. Morton (1988), noting the synergistic 
possibilities of the five components of future IT 
systems, namely: computers, communications technology, 
workstations, robotics, and computer chips, prompted 
firms to link technology and strategy in attempts to 
determine their core businesses. King (1988) saw the 
need to evaluate information systems planning at the 
micro level in a diagnostic manner, using both 
internal and external criteria, and to make 
assessments subjectively and objectively using 
multiple interests of multiple stakeholder groups. 
In their survey on the problems encountered by 
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strategic information systems planners, Lederer & 
Sethi (1988) discovered moderate levels of 
satisfaction with the methodologies, process, output, 
resource requirements, and final execution among the 
respondents. Wallace (1988) claimed that MIS managers 
can be the victims of their own success, citing 
strategic planning deficiencies as the culprits. 
These include i) the planning or lack of planning by 
past managers, ii) the lack of considerations for the 
MIS function in dramatic business moves, iii) the 
reluctance of MIS managers to request adequate 
resources, and iv) the drastic cutbacks in funding 
during poor business cycles. He warned that MIS 
managers must define their requirements clearly and 
provide for all contingencies. 
Henderson & Sifonis (1988) used the example of 
a large retail firm to illustrate the importance of 
internal consistency between a strategic business plan 
and strategic IS plan, and advocated a planning 
process which emphasized learning and iterative 
feedback. According to Curtice (1988), the Arthur D 
Little Inc went so far as developing a quantifiable 
model to link information systems with business 
strategies, using what is called a Strategic Value 
Analysis (SVA) approach to identify, quantify, and 
rank information systems opportunities. 
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Sass & Keefe (1988) saw the role of MIS 
becoming more critical as markets became more complex 
and more global in nature, and pointed to the 
importance of having outward looking systems to focus 
on new services or features for suppliers or 
customers. 
The literature reviewed are unanimous in 
confirming the importance of information systems 
strategic planning, and suggest that the planning 
process and environment are key variables affecting 
the success or otherwise of such endeavors. 
Obviously, the contents of the plans themselves are 
equally influential in facilitating the commimication 
of the plans among various disciplines of the 
organization. 
A Refined Statement of the Problem 
Based on the literature survey and the 
observations on the Hong Kong information technology 
market in general, this research focuses on the 
critical success factors for strategic planning on 
information technologies, namely the kinds of 
organizational, environmental, and technological 
variables which impinge upon the success of 
information systems strategic planning. 
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CHAPTER III 
A FRAMEWORK FOR SUCCESSFUL ISSP 
The Variables 
The target (dependent) variable of our study is the 
success in ISSP by organizations who make an effort to 
do such planning. For our purposes, success in ISSP 
can be broken down into several dimensions, namely: 
(a) Strategic linkage of the Information Systems 
Plan with the Business Plan of the 
organization, with compatible goals, 
objectives, and timely alignment between the 
two sets of plans; 
(b) Existence of comprehensive yet concise 
deliverables covering important architectures 
for information systems components, including 
data, applications, hardware/software systems, 
and communications network. The architectures 
should on the one hand reflect the business 
directions (especially on data, applications, 
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and communications), and on the other be 
compatible with technology trends; 
(c) Long-range planning of personnel and training 
requirements for the support and exploitation 
of information technology; 
(d) Business linked capital budget requirements 
for information systems resources which form 
the basis of resource allocation and 
prioritization/ 
(e) Existence of a strategic Information Systems 
Plan which facilitates the communication 
between the IS and non-IS units of the 
organization; 
(f) Providing a source of business opportunities, 
competitive edge, or value for the 
organization through exploitation of 
information technology, e.g in carving out 
niche markets or bringing substantial 
improvements in the information flow with 
clients. 
Influencing the success of ISSP efforts of 
organizations are both internal and external 
independent variables: 
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Orqanization � s General Level of Planning 
Sophistication 
Organizations have some form, however 
primitive, of approach to business planning, whether 
it be largely intuitive or highly formalized. This 
approach, however, will have important impact on the 
(related) information systems planning. The fact that 
ISSP typically requires systematic projection of 
quantitative and technological issues also suggests 
that the level of planning sophistication in place is 
of significance. 
The Standing of the Information Systems Function 
Because of the potential strategic value 
attached to the ISSP, the relative positioning of the 
information systems function (hence its power base) 
and its ability to take a proactive stance will be 
highly instrumental to the planning process. 
Similarly, although no empirical data are readily 
available to support this, the financial status of the 
IS function (namely a profit or cost center) will have 
definite effect on its roles and responsibilities in 
the integration of the information systems and 
business activities. 
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Sie Organization's Stage of Growth in Using 
Information Technology 
The classic Nolan (1979) model for the Stages 
of Growth in IT depicts the characteristics of 
motivation, planning, organization, and approach to 
planning by organizations as they move along the 
experience curve of using IT. Organizations at the 
more mature stages typically seek integration and 
strategic alignment as their goals. 
Availability of Skills and Resources 
The resource and skill levels of organizations 
have direct influence on their ability or priority in 
taking on non-tactical issues like strategic 
planning. Typically, organizations with staff 
stringencies are not likely to be highly enthusiastic 
about setting aside resources for such planning work. 
Similarly, the lack of skilled personnel in general is 
a common excuse for not doing so, although the wisdom 
of such attitude is highly debatable. 
End-User Support and Participation 
The scope of ISSP goes beyond the evaluation 
of technologies and projections of computer capacity 
requirements, which could otherwise be completely 
香 浪 中 文 大 學 圓 當 你 藏 肯 
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undertaken within the information systems function. A 
significant portion of the activities is concerned 
with mapping business opportunities, and bringing 
about products and services which could derive value 
through the use of information technology. The 
importance of end-user involvement cannot be 
emphasized more. This dimension can be further broken 
down into elements of awareness, attitude, and actual 
cooperation and participation. 
Top Management Involvement and Support 
Numerous studies have concluded that top 
management support and involvement have very 
significant positive influence on the successful 
outcome of ISSP. The timely supply of information on 
strategic goals and directions, constraints, the 
reduction of uncertainties, and the resolution of any 
conflicts are major benefits that their presence can 
bring to the planning process. 
The Influence bv External Partiea 
As the scope of planning is enlarged, so is 
the likelihood of interactions with or dependencies on 
parties outside the organization. The use of shared 
facilities, for example, is likely to impose 
considerable restrictions on the timing and degree of 
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IT changes that can be introduced. Similarly, the 
influence of parent/sister organizations, the 
industries and governments that the organization 
depends on for information systems facilities, either 
voluntarily or involuntarily, will limit the 
flexibility or creativity of the planning process. 
Methodologies and Tools for ISSP 
If the planning process is viewed as a system, 
then it is easy to conceive that it too can benefit 
from automation as well as requiring good planning 
discipline. Availability of methodologies and tools 
designed for ISSP, usually derivatives of general 
business planning or system design versions, are 
commonly seen as incentives to start planning early or 
doing it systematically. It should be noted, however, 
that these are basically means and not the ends to 
good planning. 
The General Framework for Success 
A general framework depicting the above 
success factors for ISSP is given in Figure 1. 
I 
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CHAPTER IV 
A SURVEY ON THE PRACTICE OF ISSP IN HONG KONG 
The Survey 
Whilst the subject of information systems 
strategic planning is fast emerging as an important 
facet of the use of IT in industrialized countries, it 
is interesting to know, in more depth, the actual 
practice of ISSP and the reasons for its success or 
otherwise in Hong Kong. Previous discussions with 
information technology practitioners provided some 
clues to the likely extremes in attitude by the user 
community towards the need for and the approach to 
such planning activities. As part of this project, a 
small scale survey has been conducted aiming at 
eliciting some of the success factors for 
organizations who are practising ISSP. 
The Research Design 
The purpose of the survey was to establish the 
relationships between the dependent and independent 
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variables in the framework for successful information 
systems strategic planning, making reference to the 
local situation. The study is mostly descriptive in 
nature, although some selected dimensions of the 
variables lend themselves to analytical hypotheses 
testing, for example: 
- Top management involvement, 
~ End-user involvement, 
- Availability of skilled resource, 
- Availability of tools and 
methodologies, etc. 
A onetime field study of Hong Kong 
organizations with significant information technology 
usage was conducted, using individual organizations as 
the unit of analysis. 
The Survey Method 
Population and Sample 
The population for the study consisted of 
computer user organizations from the minicomputer 
range and above. The sampling frame was composed of 
members of the IBM Share/Guide Hong Kong organization, 
representing over 90% of the mainframe computer users; 
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and a random sample of local computer users based on 
the 1987 edition of the Asian Computer Directory. In 
the latter category, only organizations with 
minicomputers and above were selected after sampling. 
Duplicate targets coining from both categories were 
also reduced to one instance. In total, 240 
organizations were selected. 
Data Collection Method 
A mail questionnaire was administered to each 
of the selected organizations (addressed to the Head 
of the information systems function) during December, 
1989 to January, 1990. A copy of the questionnaire is 
given in Appendix 3. 
The Substance of the Survey 
The questionnaire was organized into several 
sections, namely: 
(a) An introduction on the subject of ISSP and 
guidelines for the responses 
( 
(b) Questions about information systems strategic 
planning: 
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“ A straight forward question on 
whether the target organizations 
engage in ISSP 
- A battery of questions aiming at 
ascertaining the existence of Data, 
Applications, Systems, and 
Communications architectures, long 
term planning for personnel and 
training, and capital budgeting for 
information technology expenditures 
(c) Further questions on the success levels of the 
Information Systems Plan in being the basis of 
resource allocation and prioritization, a 
common frame of reference among all operating 
units, and competitive edge arising from the 
Plan 
(d) The organizations' general formality of 
business planning 
(e) Information about the Information Systems 
function, in terms of relative position in the 
organizational hierarchy, financial 
independence status, and ability to influence 
business strategy decisions 
(f) Questions on the stage of IT maturity of the 
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organizations, and the degree of IT 
penetration in their primary industries 
(g) Availability of skills and resources for ISSP 
(h) The attitudes of end-users, and top management 
towards ISSP 
(i) External relationships of the organizations in 
terms of IT resource sharing, policy 
dependency, and physical linkage of 
information systems facilities 
(j) Tools and methodologies for ISSP, and 
(k) Classification data in terms of financial 
sizes of the organizations, IT investment 
values, and the projected growth (or 
reductions) in IT investments for the next 
three years. 
For respondents who did not engage in ISSP, 
additional questions were asked about the reasons for 
not doing so. 
Constraints of the Survey 
Surveys of this nature and the relatively new 
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concept of the subject matter are undoubtedly liable 
to certain constraints, for example: 
(a) The meaning of the ISSP process may not be 
consistently understood among the respondents 
(b) The size of the population available for 
sampling (on the assumption that users of 
•microcomputers only, would be excluded so as 
not to introduce biased responses), hence the 
likely small number of respondents, and 
(c) The possible differences in terminology and 
interpretation of the questions. 
Furthermore, the lack of past survey data on 
Hong Kong for comparison purposes is a potential 
threat to the reliability of the results. As it 
turned out, the survey did produce some useful 
results, as discussed in the following sections. 
The Survey Results 
Sixty-nine questionnaires were received, 
although one was not completed, making 68 valid 
responses, or a roughly 28% response rate. 
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Demographics of the Sample 
About half of the organizations surveyed are 
in the $100-1000 Million range in terms of financial 
size, e.g. sales turnover, with another 26% over the 
$ 1 Billion mark (Figure 2). Of these, roughly 60% 
had information technology (cumulative) investments 
ranging from under $ 1 Million to $ 10 Million (Figure 
3). This means that around 40% of the organizations 
had very substantial IT investments, at least in 
absolute terms, from $ 11 Million through to over 
$ 100 Million. 
Substantial Projected Increases in IT Expenditures 
Respondents were requested to project their 
cumulative IT investments by the end of the next three 
years (Figure 4)• Whereas just under 50% of them 
projected growth of between 50% (compared to their 
present level) to over 300% which is consistent with 
worldwide trends, it is interesting to note that some 
16% of the respondents actually projected a negative 
growth. This is not entirely unexpected because of 
the ever-improving price/performance of hardware in 
general, and certain organizations might be able to 
capitalize on low-cost solutions in place of more 
expensive alternatives currently used. The use of 
micro or super-microcomputers, for example, would 
Figure 1 
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bring about savings in both capital equipment costs as 
well as cost of ownership. Of course, this may or may 
not counterbalance the increases in capacity and 
complexity of new business applications and is 
dependent on the profiles of individual organizations. 
The General Situation On the Practice of issP 
Over 70% of the organizations surveyed 
(Figure 5) engaged in information systems strategic 
planning, a somewhat high and encouraging figure. A 
relationship exists between the cumulative size of IT 
investments of the respondents and whether they engage 
in information systems strategic planning 
(Chi-square=10.13, p=0.0383). It is interesting to 
note that over 80% of respondents in the medium to 
large range ($ 6-100 M) do ISSP, while all respondents 
with over $ lOOM investments do so. Similarly, 
organizations with high projected growth rates tend to 
take ISSP more seriously, with over 80% engaged in 
such planning. The following highlights some of the 
more important findings related to those who did 
undertake ISSP. 
Synchronization of I/S Plans and Business Plana 
Although over 50% of the respondents believed 
that their I/S plans are largely related to their 
business plans (Figure 6), only 8% felt that total 
Figure 5 
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integration of the two sets of plans were achieved. 
In fact, over 10% felt that the I/S plans were 
remotely or not related to the business plans at all. 
Scope and Depth of the I/S Plans 
Respondents were asked to rate the product(s) 
of their ISSP efforts by way of ranking their 
information strategy plans on certain key dimensions 
(Figures 7a,b). In terms of data architecture, less 
than 15% of the respondents believed that they had 
fully covered the data models of their organizations, 
although about 35% felt that they had covered them to 
a good extent. On the architectures for applications, 
systems, and network architectures, the situation 
appeared to be better, with over 70% responding that 
they were largely or fully covered. In terms of 
personnel and training requirements planning, just 
over 50% believed that they had been covered in the 
strategic plans. 
Uses of the I/S Strategy Plan 
Besides the obvious uses of the I/S plans in 
the areas of hardware and software procurements, 
recruitment and systems development, etc., respondents 
were asked to assess the extent to which the plans 
could be used in resource allocation, communication 
Figure 7a 
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with non—IT areas of the organization, and in business 
planning. Roughly one quarter of the respondents 
(Figure 8) felt that the I/S plans were not used as 
the basis of resource allocation, which is rather 
unexpected. On the other hand, it is encouraging to 
note that the majority of respondents (over 70%) found 
that the I/S strategic plans were recognized by non-IT 
parts of the organization. This, together with the 
fact that similar ratios were observed for the extent 
to which the I/S plans were capable of eliciting 
business opportunities/competitive edge for the 
organizations, strongly indicate the growing 
acceptance of information technology by businesses at 
large. 
The Aggreaate Success Level of ISSP 
Responses on the key attributes of the I/S 
strategic plans, each of scores from 1 to 5, were 
aggregated to form a ‘success level‘ of the overall 
information systems strategic planning process and the 
ensuing plans (Figure 9). This success level formed 
the basis of further comparisons of the survey 
results. 
Business Planning Practices 
Close to 40% of the respondents reported that 
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their general business planning processes were mostly 
or always formal (Figure 10)• The formality of 
business planning was found to be significantly 
related to the success level of the ISSP (r=0.3995, 
F=7.98, p=0.0072). This relationship could be the 
result of systematic planning sophistication at the 
organizations as well as higher levels of demand for 
quality. 
The Organizational Factors 
Of the organizations who engaged in ISSP, 
close to 70% had the information systems function at 
i 
the middle-upper to upper tier of the organizational 
hierarchy (Figure 11), while over one third also 
reported that the I/S function was able to influence 
business strategy decisions (Figure 13)• In fact, 
this latter factor was also highly correlated with the 
success level of ISSP at those organizations 
(r=0.45238, F=11.06, p=0.0018). As for the financial 
status of the information systems units, less than 10% 
of the organizations surveyed considered them profit 
centres (Figure 12)• There was apparently no 
relationship between this status and the success 
levels of the I/S planning in general. 
The Influence of Stage of IT Maturity 
Just over 10% of the respondents reported that 
they had reached the Maturity stage of the information 
Figure 11 Figure 12 
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technology development cycle, while around 16% were in 
the Data Administiration stage (Figure 14) • 
Nevertheless, the data revealed that there were 
significant differences in terms of ISSP success 
levels among the organizations at various stages of 
maturity (F=5.92, p=0.0008). Along a similar vein, 
the degree of IT penetration in the organization 
(Figure 15) was also found to be closely related to 
the success levels (r=0.5004, p=0.001). 
The Skills Issi]P, 
Over 85% of the organizations did not think 
they had highly skilled planners available for ISSP 
(Figure 16)• The availability of skilled hands was 
also found to be only moderately correlated with the 
success levels attained by these companies. As for 
the accessibility to outside assistance, about one 
third of the respondents believed that they would face 
resistance in attempts to seek outside help (Figure 
1 7 ) . 
The End User Factors 
Respondents were requested to rate the end 
users on information technology issues in terms of 
awareness level, attitude, and tendency to cooperate 
in ISSP. These scores were then summarized to become 
an aggregate User Support score. While two thirds of 
Figure 14 
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the respondents felt that user awareness levels were 
poor to average, only 2% reported very positive user 
attitudes, with the likelihood of users to cooperate 
in ISSP standing at around 70% (Figures 18,19). 
Having said that, there was a moderate correlation 
between the aggregate user support level and the ISSP 
success level (r=0.32224, p=0.03). 
T o p M a n a a e m p . n t Involvempnl-
A good two-thirds of the responses indicated 
that top management was between regular to completely 
routine in terms of involvement in the ISSP process 
(Figure 20). At the same time, management involvement 
(hence support) was found to be related to the success 
levels of ISSP experienced by the organizations 
(r=0.33359, p=0.0251)• 
External Fac-hnrg 
A large majority of respondents (83%) reported 
no widespread or full dominance of their information 
systems strategies by external factors (Figures 
21-24)• In terms of the need to share resources with 
other parent/sister organizations, the majority also 
ranged between no sharing at all to limited forms of 
sharing. The extent of dependency on IT facilities 
provided by the organizations, relevant industries was 
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small, although around 20% of the respondents felt 
that they almost always or were entirely dependent on 
industry facilities. With respect to the dependency 
on Government provided IT facilities, the situation 
was even more extreme, with over 65% reporting no 
dependency at all, and another 20% only occasionally. 
The Subject of Tools and MethodologiPS 
Over 75% of the respondents indicated that 
they did not have any formal tools and methodologies 
associated with ISSP (Figure 25). On the other hand, 
around 16% made use of formal, in-house developed 
versions. Quoted tools and methodologies include 
BSP(工BM), SAP, ITSP(PA), SISP(PW), PMS, SUMMIT(C&L, 
modified), and SAS. The use of formal tools and 
methodologies had no significant effect on the success 
levels of ISSP in the sample. 
Cited Reasons for Not Enaaaina in ISSP 
Respondents were asked to name one or more 
reasons why their organizations did not engage in 
ISSP, if such was the case. Lack of staff resources 
appeared to be the favorite response, followed by ISSP 
not being considered a priority item, and lack of the 
necessary skills. About half of the responses also 
attributed the lack of information on ISSP as the 
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reason for not doing it (Figure 26)• When asked about 
their intention to starting doing ISSP in the near 
future, a somewhat emphatic, negative response was 
obtained, with only 6% expressing a definite intention 
to do so (Figure 27)• 
Interviews With Information Systems Managers 
During the same period as the survey, 
unstructured interviews were conducted with two 
information systems managers. The main purposes of 
the interviews were to facilitate more open-ended 
questions along the lines of the mail questionnaire, 
and to obtain in_depth opinions on aspects of 
particular interest. Recognizing that the small 
number of interviews would not generate sufficient 
data for statistical inference, it nonetheless 
provided much additional insight for interpreting the 
results of the survey. The interviewees were 
respectively a senior systems manager of a large 
government department and the manager of information 
systems of a multinational garment manufacturer and 
trader, headquartered in the United States. As such, 
it provided some interesting contrast in terms of the 
scope and nature of problems encountered on the 
subject of I/S strategic planning. The following 
sections summarize some of the major areas 
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problems/success factors of ISSP covered in the 
interviews. 
Organization Settings 
The government department had very substantial 
IT capital investments (in the region of $200 Million) 
cumulated over the years, in response to dynamic 
changes in departmental policy and related 
legislation. The information systems function 
consisted of over 80 professional and operating staff. 
The garment manufacturer had, by contrast, a 
much smaller setup locally, although the US 
counterpart was very sizeable both in terms of 
investments and personnel. 
Form of Information Systems Strategic Planning 
Both organizations represented were involved 
in ISSP, with a more formalized approach adopted in 
the government department. In that case, a 
consultancy study was initiated, under the auspices of 
a steering committee and a full time team of IT 
professionals working alongside the consultants. 
Whilst the use of consultant might otherwise suggest a 
common practice by government in similar studies as 
well as capital projects, it is understood that 
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in-house ISSP studies had also be undertaken within 
government. 
In the case of the garment manufacturer, such 
planning was done entirely in-house, largely 
coordinated by the information systems manager. 
The Business Plan 
The subject of the Business Plan (to which the 
Information Systems Strategy was supposed to relate) 
was somewhat controversial in the case of the 
government department. Departments, especially those 
with predefined scope of responsibilities and services 
related to various ordinances written in the laws, 
operated largely on de-facto business plans and 
achieved their objectives through lower level 
operating plans. As the basis of the ISSP study, 
however, the department concerned made the po i n t of 
taking the opportunity to formulate a departmental 
strategic plan. The plan was subsequently recognized 
as a frame of reference. Problems cited in the 
process concerned the difficulties in defining service 
levels, which would have significant impact on the 
expenditure levels, and the identification and 
justification of intangible benefits through the 
provision of such public services. Although these 
issues are common in the cost/benefit analysis of all 
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public sector operations, they were made even more 
prominent and subject to contention in formal planning 
exercises. 
The garment manufacturer had, on the other 
hand, rather established business plans, aiming at 
growth and profit maximization. These plans were 
devised with full consultation and guidance from the 
US headquarters. In terms of the strategic timeframe, 
they tended to be shorter in comparison with the 
government equivalents. 
Top Management Involvement 
According to the interviewee, the government 
department had very substantial top management 
involvement through one assistant director. This was 
felt to have a very positive effect on the conduct and 
acceptance of the ISSP study. It also provided the 
necessary link between the directorate the study team. 
In the case of the garment manufacturer, top 
management involvement was to a much smaller extent 
due to frequent overseas business travel. This had 
indirectly resulted in ISSP strategic decisions being 
made at the information systems manager level, in 
consultation with the US counterparts. It was felt 
that there was room for improvement in this area. 
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Availability of Staff for ISSP 
Both interviewees agreed that staff 
availability, through dedicated arrangements, was 
important to the success of ISSP. In the case of the 
government department, three full time personnel were 
involved, in addition to the consultant team. 
Although the actual numbers of staff will necessarily 
be a function of the size of the organization and the 
complexity of its businesses, the need for dedicated 
resources, at least during the course of the study, 
was emphasized. 
The External Influence Factor 
The need to comply with input/output standards 
was cited as a major factor in the viability of the 
supporting information systems plans. Requirements 
for bar-coding in international standards, for 
example, were seen as having major effects on hardware 
and software decisions. In the case of the garment 
manufacturer, compliance with the US counterpart in 
terms of hardware/software platforms, reporting and 
data exchange standards, etc. was strictly required. 
On the positive side, it presented savings in search 
costs for effective solutions for the local operation, 
but in some cases it had prevented the optimal use of 
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products and services available locally. 
Other Factors 
Despite being generally satisfied with the 
results of ISSP so far, the interviewees cited the 
following factors which were conducive to successful 
ISSP: 
(a) Early agreement on the business objectives and 
the scope of information requirements 
(b) A reasonable planning horizon 
(c) Sufficient motivation for the IT professionals 
involved in the strategic studies, because, 
contrary to common belief, a large proportion 
of IT professionals consider ISSP assignments 
to be outside their mainstream development and 
support activities. in extreme cases they 
might opt not to be involved 
(d) Assistance from computer and software vendors 
in providing capacity and product planning 
support and guidance. This is on the 
assumption that no adverse consequence is 
foreseen in subsequent competitive bidding 
exercises. 
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On the negative side, the following were seen 
as detriments to good ISSP: 
(e) Local or international political developments, 
as in the case of the 1997 issues surrounding 
Hong Kong, dilute long term planning 
enthusiasm for most businesses. In the 
government sector, this is even more obvious. 
(f) The traditional project-by-project approach is 
contra to the concept on ISSP, especially in 
the capital commitments required to support 
the execution of the plans. A long-term view 
attached to information technology, linked 
with the overall business plans of the 
organization, appears to be a major moderating 
variable. 
Revisiting the Framework for Successful ISSP 
Summarizing the results of the survey and the 
foregoing analyses, then, we have the following 
inferences: 
(a) Success in ISSP tends to be positively 
correlated with the stage of IT maturity of 
the organization. 
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(b) The ability of the I/S function to influence 
business strategies has a positive effect on 
ISSP. It should be pointed out, however, that 
the cause-effect relationship of these two 
variables might be difficult to differentiate, 
since it could well be that the credibility of 
the I/S function resulting from a visible and 
successful project is the major contributor to 
its ability to influence subsequent decisions. 
(c) An established culture for formal business 
planning is conducive to successful ISSP. 
(d) The IT penetration tend to be more extensive 
in organizations successful in ISSP. 
(e) Support from the user community has a positive 
effect on ISSP. Similarly, the support and 
involvement of top management has been shown 
to be of significant benefit towards ISSP. 
(f) Barriers to the use of external assistance and 
expertise is an impedance to successful ISSP. 
(g) There are significant differences in success 
level of ISSP among organizations of different 
stages of IT maturity. 
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(h) The availability of tools and methodologies 
does not seem to be a major factor for ISSP 
success. Nevertheless, the availability of 
skilled personnel appears to be a factor. 
(i) The need for resource sharing and policy 
dependency on parent/sister organizations does 
not have significant effects on the success 
for ISSP. One possible explanation for this 
is the very nature of the development of the 
IT industry which is increasingly striving at 
standardization and openness of systems, which 
would indirectly bring relief to organizations 
with requirements for sharing and otherwise 
incompatible standards. 
(j) Cause-effect problems again emerge in 
interpreting the responses on the 
relationships between ISSP success and the 
organizations' dependency on facilities 
provided by the industry and/or the 
government. For example, there could be 
suppressed demands for such facilities, but in 
the absence of provision by external sources, 
organizations tend to either avoid such 
requirements or provide them in-house. 
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The responses to open-ended questions, by no 
means elaborate, provided additional insight for the 
study. Two factors warrant special attention: 
(a) The 1997 Syndrome. The effects of the 1997 
issues are not new to Hong Kong and are felt 
by business as well as IT managers. Business 
planning horizons, from much longer term to 
short term planning, and the avoidance of Hong 
Kong as the base of capital for certain 
organizations are becoming real concerns. 
Actual business performance and outlook also 
significantly affect planning sentiments and 
capital IT project commitments. 
(b) Attitude by the information systems function 
itself towards the need for and the approach 
to ISSP. For example, the Head of I/S of an 
extremely large local organization with a very 
long history of IT simply rejected the need 
for ISSP altogether. Whilst this attitude is 
highly controversial and might well be right 
for the organization in question, it also 
raises tremendous concerns over the need for 
acceptance of ISSP as an integral part of the 
I/S management decision chain. 
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CHAPTER V 
A GENERIC MODEL FOR THE ISSP PROCESS 
Tasks and Methodologies 
The growing importance attached to ISSP is 
borne out by the development of formal methodologies 
and tools aiining at streamlining the process and 
integirating it with normal business planning. A 
partial list of available methodologies, mostly 
proprietary, is given in Appendix 4. The following 
gives a generic description of the main stages and 
tasks involved: 
(a) Business Plan Formulation, following the steps 
of usual strategic management practices. 
These include enumeration of the missions and 
objectives of the organization, determining 
the strategic planning horizon, environmental 
scan, key result areas and service level 
requirements, business (and transaction) 
volumes and associated revenues, critical 
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success factors, resource constraints and 
potentials, and relevant past statistics and 
forecasts. 
(b) Definition of major business information 
requirements and the establishment of a 
enterprise wide data model 
(c) A continual scan of technological developments 
and in particular their relevance to the 
organization 
(d) Capacity planning for computers, networks, 
professional workforce, and training 
(e) Scenario analyses of potentially viable IT 
strategies 
(f) Development of strategic options 
(g) Iterative evaluation among top management, 
resulting in strategic choice 
(h) Implementation planning, and 
(i) Operating and review plans formulation. 
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A critical component of ISSP should address 
the infrastructural issues of information technology 
services in the context of the entire organization, 
and in fact extending to outside the organization. 
These issues include: 
- Standards, in the form of 
architectures for data, applications, 
systems, and interfaces 
- Systems development methodologies, 
for both professional and end-user 
work 
- Personnel and training profiles 
specifically tailored for the 
organization 
一 Organizational issues including 
steering and review requirements, 
delineation of boundary-spanning 
roles and responsibilities, etc. 
Affirming the Benefits of ISSP 
The benefits of doing ISSP, and conversely the 
motivations for doing so, consist of the following: 
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(a) Ensuring IT investments are synchronized with 
business developments, preferably leading the 
way forward with more streamlined and 
cost-efficient procedures and competitive 
products 
(b) Achieving a both top-down and bottom-up view 
of business operations, including external 
connections 
(c) Infrastructural requirements ensure asset 
building approach to investments in software, 
data resource, and systems architecture 
(d) Prepares the organization, while recognizing 
its own strengths and weaknesses, for further 
growth into the use of IT which is the 
worldwide trend 
(e) Clear prioritization of IT and in turn 
business activities throughout the 
organization, via a business—linked 
information systems plan 
(f) Harnessing economies of scale through 
enterprise wide analysis of requirements and 
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provision of resources, on a shared basis 
where feasible 
(g) Facilitating resource allocation and capital 
budgeting, and 
(h) Ensuring the provision of coherent disaster 
and contingency planning for the organization. 
Relevance of ISSP to Organizations in Hona Kona 
The relevance of ISSP to organizations in Hong 
Kong steins from the fact that, in additional to the 
general benefits which could be derived from such 
planning, the dynamic nature of business cycles and 
consequential adjustments in priorities generate 
significant pressures on the information systems of 
organizations to follow suit. The pace of application 
of IT in commerce and industry has been maintained at 
a high level, at least compared with other countries 
in the region, as shown by the growing density of 
computer installations. Another way of looking at 
this is that more and more ‘startup‘ IT user 
organizations are coining into being, and early 
recognition for and practice of ISSP go a long way 
towards early achievement of the benefits. 
I 香 中 文 大 學 田 書 你 藏 肯 I 
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It is fair to say that so far there seems to 
be a lack of a suitable IT infrastructure in the 
territory to facilitate information traffic on a mass 
scale, other than sector-oriented data exchange 
networks established by the banking industry, for 
example. In due course, and in fact as a matter of 
urgency. Hong Kong will require a much strengthened 
information infrastructure, in the form of 
‘information highways» - a somewhat adventurous 
analogy for similar public goods which will ensure 
Hong Kong»s prosperity and competitiveness in the next 
decade. The dependency of Hong Kong organizations on 
imported information technology goods and services is 
likely to continue for a long time, and ‘timely 
introduction of appropriate technologies through good 
ISSP will remain a critical success factor for 




A Recommended Approach to ISSP 
The need for ISSP has been established through 
the previous analyses. The introduction of ISSP would 
bring about significant new insight into any 
organization, given the scope of the underlying 
studies and the impact on the organization's ability 
to realize its strategic plans. The motivation to 
plan, while being the natural outcome as the 
organization progresses through the use of information 
technology, can also be cultivated through policies 
and early acknowledgment of its benefits. In any 
case, it should be given prominent recognition, both 
in terms of the needed resource and the support from 
users and top management that are vital to its 
success. 
Unit of Plannincf 
The unit of planning should be commensurate 
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with the autonomy status and basis of resource 
allocation in the usual business sense. In most 
cases, the enterprise would be an appropriate unit of 
analysis and planning, but considerations must be 
given to imminent changes which might affect the 
organizational boundaries. For example, information 
on impending mergers and hiving off actions for major 
operating units should be input to the ISSP process. 
Indeed, in some cases, decisions on the feasibility of 
major organization moves and strategies are closely 
related to or even prompted by the corresponding 
information strategies and opportunities. 
In very large organizations, and certainly for 
the government sector, the unit of planning should be 
carefully chosen so as to avoid the pitfalls of 
impracticable 丨 g r a n d ' strategies while at the same 
time achieving reasonable levels of integration and 
synergy among major departments and divisions. 
Skills and Resources 
The ability to do ISSP well is of course 
contingent upon the skills available within the 
organization and the access to external expertise. It 
should be noted, however, that the very act of doing 
ISSP is sufficient to arouse awareness, and hopefully 
67 
interest, of the issues to be addressed. The 
diversity of issues addressed in the study and the 
strategy plan is likely to call upon a mix of talents, 
and as such a task force based organization for the 
conduct of the study is often appropriate. 
The Need for an Appropriate Methodology 
The adoption of a study methodology is highly 
recommended, to ensure important aspects are not 
omitted unknowingly. A number of methodologies are 
already available, as indicated in Appendix 4. Whilst 
any methodology is not necessarily to be followed 
religiously, they do provide a systematic and 
standardized way of approaching ISSP. The automated 
tools which often accompany these methodologies also 
provide assistance to the planners to various degrees. 
The Need for External Assistance 
While resource constraints and the learning 
curve are genuine reasons for resorting to the use of 
external expertise for ISSP, for example through 
management or information systems consultancy studies, 
it should be emphasized that ISSP is not a onetime 
exercise, and as such the need for in-house personnel 
to be heavily involved through the initial 
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study/consultancy must not be lightly dismissed. In 
this connection, proper briefing and background 
information are of great importance, as well as 
steering and direction by top management. 
Organizational Adjustments 
The notion of information as a corporate asset 
is not new. By the same token, the role of the 
information systems function has taken on new 
dimensions and strategic importance for the 
organization, not so much as the 丨 t e c h n o - g e n i u s書 
churning out complex computer application systems, but 
as the custodian and manager of the information 
related assets, in the form of data and knowledge, 
computer and communications capital equipment, and a 
constantly evolving infrastructure. The increasing 
role of the I/S manager to be the linking pin and 
facilitator of intra-organizational partnerships is 
becoming obvious. 
Through careful information systems strategic 
planning, organizations are uncovering exciting 
potentials on the marketability of information that 
they possess or originate. Success stories abound for 
companies which have, without the public noticing it 
sometimes, switched from a traditional line of 
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production business to become highly profitable 
information providers. In fact, the 'marketing書 
orientation for information is finding new 
applications in all sectors. It is for this same 
reason that information systems managers are 
increasing likely (or necessary) to be involved in 
business strategic decisions, because of the 
information •products丨 that they produce or engineer. 
Similarly, the financial accountability status of the 
information systems function warrants a new look: a 
profit centre approach would seem a good catalyst to 
bring out the full potentials of information systems 
and strategies. Organizations will therefore be 
well-advised to investigate the feasibility and scale 
of this concept in the context of the overall 
organization and remove any inherent constraints. 
ISSP and the Information Industry 
The need to cope with technological advances, 
market dynamics, competition and survival will 
continue to be high on the agenda of the suppliers of 
the information industry. The growing importance and 
recognition for ISSP, however, should have equal 
significance to the suppliers, in the following 
aspects: 
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(a) The concept of ISSP will in due course be the 
precursor of and fully integrated with other 
processes of the information systems 
development cycle, e.g. feasibility study, 
analysis, design, data modelling, etc. As 
such, demands for the supporting products, in 
terms of tools and methodologies, are bound to 
rise. Just as suppliers to the information 
industry have a vested interest in the 
functions, facilities, and standards 
associated with products supporting 
conventional processes, they should be equally 
interested in supporting ISSP by way of 
functional products, training, services, and 
standardization. IBM, for example, is 
proposing to support certain aspects of the 
ISSP activities through the AD/Cycle products 
to be available in 1990/91. Training 
institutions are also starting to introduce 
the ISSP concept more rigorously than in the 
past. 
(b) Given that a scan of emerging technologies is 
an important part of the ISSP process, 
suppliers should be prepared to release 
relevant product information as early as 
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technically and commercially feasible, so that 
user organizations have a clearer view about 
the future. It is difficult, of course, to 
separate the sales/marketing and user 
assistance objectives for doing so by the 
suppliers, especially if commercial 
confidentiality is of concern. However, it is 
not difficult to visualize also that it would 
ultimately be in the interest of the suppliers 
as well (in terms of order size and sustained 
product standardization) if users could 
effectively plan and budget for their 
longer-term requirements• 
ISSP and the Government 
The linkage of ISSP and the Government can be 
looked at from two angles, namely the Government as a 
leading information user organization and also as the 
facilitator of the information industry. 
As indicated in the opening section, 
Government is already on the path to introducing ISSP 
at major departments, and will hopefully reap the 
benefits of ISSP in due course. The net effects of 
these will be the reduction of duplication of work 
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among departments, more streamlined service to the 
public and naturally more efficient use of resources. 
As a facilitator of the information industry. 
Government can also provide for an effective 
communications infrastructure for information traffic 
in the Territory, through the establishment of generic 
data networks based on open architectures linking 
relevant departments and the public domain, or 
achieving a similar objective through partnerships 
with the private sector. The cost/benefits of these 
will have to be critically assessed, as in the 
provision of similar public goods. The proposed EDI 
project is a case in point: in the wake of public 
pressures to develop a trade-related network, 
Government should still maintain a strategic stance on 





Without doubt, information technology will 
continue to be a major factor for all sectors of the 
economy in the years to come. The ever_increasing 
opportunities, and conversely threats, that are 
associated with its application will remain a key 
concern of management and administrators in their 
pursuit of competitive advantage, efficiency, and 
utility. The strategic planning for information 
systems will become a vital facet of all business 
planning, and should be closely linked with the 
latter. Consequently, the scope for information 
systems strategic planning should not be limited to 
technical considerations, nor should its use be 
confined to the I/S function. At some point, it is 
highly conceivable that the boundaries of ISSP and 
business planning will not longer be necessary. 
Given this scenario, management has every 
incentive to be the prime mover of a sustained 
information systems planning exercise, and ensure that 
the Motivation, Ability, Sponsorship and Support, and 
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The Survey Questionnaire 
Survey on 
Information Systems Strategic Planning 
INTRODUCTION 
For the purposes of this questionnaire, Information Systems 
Strategic Planning (ISSP in short) refers to the systematic planning 
of the introduction of technologies for information storage, 
manipulation, and distribution into your organization over a strategic 
time-frame of (say) 3-5 years or even longer. Such technologies 
include computers, telecommunications, office-automation products and 
related software. 
The documentation resulting from such planning exercises are 
collectively called the Information Systems Plan (ISP) here. 
The Information Systems Function refers to the organizational 
unit responsible for the provision of information systems and data 
processing services, commonly called the Computer Division, the 
Management Information Systems Department, the Data Processing 
Department, etc. 
Unless otherwise specified in the questions, please CIRCLE 
the number next to the most appropriate answer. For some questions, if 
you have no way of answering them, circle the number 0. , 
Should you require any further clarification, please call 
Stephen Mak on 5-8234512. 
Please return the completed questionnaire in the envelope 
provided. Thank you. 
Q U E S T I O N N A I R E 
ABOUT INFORMATION SYSTEMS STRATEGIC 
PLANNING 
Ql. Does your organization engage in 1 Yes 
Information Systems Strategic 2 No 
Planning ？ 
If the answer to Ql is 'No', please 
proceed to Q30 on Page 5 directly. 
Q2. To what extent is the ISP 1 Not related 
related to the overall Business 2 Remotely related 
Plan (for example, the 3 Somewhat related 
Marketing Plan) of your 4 Largely related 
organization ？ 5 Fully integrated 
0 Don't know/NA 
To what extent does the ISP For Q3 to Q8, circle 
cover the following aspects related 1 Not covered 
to information technology for the 2 Barely covered 
strategic time-frame ？ 3 Somewhat covered 
4 Largely covered 
5 Fully covered 
0 Don't know/NA 
Q3 Data architecture (e.g. the 1 2 3 4 5 0 
corporate data model) ？ 
Q4 Applications architecture (e.g. 1 2 3 4 5 0 
how computer applications 
function interdependently) ？ 
Q5 Systems architecture (e.g. how 1 2 3 4 5 0 
computer hardware/software 
systems evolve in the years 
ahead) ？ 
Q6 Communications Network 1 2 3 4 5 0 
architecture ？ 
Q7 Personnel and Training 1 2 3 4 5 0 
requirements and profiles ？ 
Q8 Capital expenditure patterns ？ 1 2 3 4 5 0 
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To what extent are the following For Q9 to Qll, 
statements true of the ISP ？ circle ’ 
1 Totally not true 
2 Sometimes true 
3 Often true 
4 Largely true 
5 Always true 
0 Don't know/NA 
Q9 The ISP is the basis of resource 1 2 3 4 5 0 
allocation, including 
prioritization, for information 
systems projects 
QIO The ISP is a recognized frame of 1 2 3 4 5 0 
reference between the 
information systems function 
and other operating units 
Qll The ISP addresses or elicits 1 2 3 4 5 0 
business opportunities or 
competitive edge for the 
organization through the use of 
information technology 
ABOUT THE ORGANIZATION'S PLANNING 
APPROACH 
Q12 In general, how would you rate 1 Always informal 
the formality of business 2 Formal at times 
planning process in the 3 Typically formal 
organization ？ 4 Mostly formal 
5 Always formal 
ABOUT THE INFORMATION SYSTEMS FUNCTION 
Q13 Relative to top management, at 1 Lower tier 
which tier of the organizational 2 Lower Middle 
structure does the Head of the 3 Middle tier 
information systems function 4 Middle Upper 
operate ？ 5 Upper tier 
Q14 Which of the answers best 1 A Cost Center 
describes the financial 2 A Profit Center 
accountability status of the 3 Neither 
information systems function ？、 
Q15 Select an answer which best 1 Never 
describes the ability of the 2 Seldom 
information systems function to 3 Sometimes 
influence business strategy 4 Often 
decisions in the organization 5 Always 
0 Don't know/NA 
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ABOUT THE ORGANIZATION,S EXPOSURE TO 
INFORMATION TECHNOLOGY 
Q16 If you were to describe the 1 Initiation 
stage of growth in information 2 Expansion 
systems development that your 3 Control 
organization is in, using one of 4 Integration 
the following profiles, which 5 Data Admin 
one will you choose ？ 6 Maturity 
Initiation: coming to grips 
with the use of information 
technology , 
Expansion: growing in terms of 
diversity of applications 
Control: emphasis on control 
and cost/benefit analysis 
Integration: of the ISP with 
the Business Plan 
Data Administration: with 
data, systems, and network 
architectures in reasonable 
shape 
Maturity: able to fully align 
the ISP with the Business Plan 
Q17 What is the degree of 1 Very low 
penetration of information 2 Low 
technology in your organization 3 Medium 
in terms of coverage of the 4 High 
scope of your organization's 5 Very high 
business ？ 
Q18 As far as you are aware, what is 1 Very low 
the overall degree of 2 Low 
penetration of information 3 Medium 
technology in the primary 4 High 
industry your organization is in 5 Very high 
(e.g. Retail banking) ？ 0 Don't know/NA 
ABOUT AVAILABILITY OF SKILLS AND 
RESOURCES 
Q19 How would you rate the 1 Very low 
availability level of skilled 2 Low 
personnel to undertake ISSP 3 Medium 
activities in your organization 4 High 
？ 5 Very high 
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Q20 If you ever have to seek outside 1 No 
assistance for ISSP, e.g. in the 2 Yes 
form of a consultancy, are there 0 Don't Know/NA 
any barriers to your doing so in 
your organization ？ 
ABOUT THE END USERS OF INFORMATION 
TECHNOLOGY IN YOUR ORGANIZATION 
Q21 What is the best description of 1 Poor 
the awareness level of end users 2 Moderate 
regarding information technology 3 Average 
and information systems ？ 4 Good 
5 Very good 
Q22 Which answer best describes the 1 Very negative 
attitudes generally held by end 2 Rather negative 
users towards information 3 Impartial 
technology ？ 4 Rather positive 
5 Very positive 
Q23 What is the tendency of end 1 Very unlikely 
users to cooperate or 2 Unlikely 
participate in ISSP ？ 3 Maybe 
4 Likely 
5 Very likely 
ABOUT TOP MANAGEMENT OF THE -
ORGANIZATION 
Q24 To what extent is top management 1 Not involved 
involved in the ISSP process ？ 2 Occasionally 
3 Regularly 
4 Almost always 
5 Routinely 
ABOUT EXTERNAL RELATIONSHIPS 
Q25 Are there areas of information 1 No influence 
systems policies and directions 2 In minor areas 
in which the parent of your 3 In major areas 
organization (e.g. in the case 4 Widespread 
of a local branch of a 5 Full dominance 
multinational company) exert 0 Not applicable 
influence on you ？ 
Q26 To what extent are information 1 No sharing 
systems resources (e.g. 2 Little sharing 
hardware, software, people, 3 Some sharing 
premises, etc.) shared with a 4 Major sharing 
parent or sister organization of 5 Full overlap 
yours ？ 0 Not applicable 
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Q27 To what extent is your 1 Not at all 
organization dependent on 2 Occasionally 
information systems facilities 3 Regularly 
and/or services provided by the 4 Almost always 
industry it is in ？ 5 Entirely 
0 Don't know/NA 
Q28 To what extent is your 1 Not at all 
organization dependent on 2 Occasionally 
information systems facilities 3 Regularly 
and/or services provided by the 4 Almost always 
Government ？ 5 Entirely 
0 Don't know/NA 
ABOUT TOOLS AND METHODOLOGIES 
Q29 Does your organization employ 1 No 
any formal planning tools or 2 Yes, external 
methodologies for ISSP ？ 3 Yes, internal 
(Examples of external tools and (If yes, please 
methodologies include BSP from specify ： 
IBM, SUMMIT from Coopers & ) 
Lybrand, SISP from Price 
Waterhouse, Strategic Planner 
from LBMS, etc.) 
SOME CLASSIFICATION DATA . 
Q30 Which of the answers gives the 1 Under $ 10 Million 
best approximate size, 2 $ lOM - $ 50M 
financially, of your 3 $ 51M - $ lOOM 
organization in Hong Kong (e.g. 4 $10(>M - $ 1’000M 
sales turnover), in HK Dollars? 5 More than $1000M 
Q31 What is the approximate size of 1 Under $ 1 Million 
your information technology 2 $ IM - $ 5M 
investment (hardware and 3 $ 6M - $ lOM 
software) in HK Dollars ？ 4 $ IIM - $ lOOM 
5 More than $100M 
Q32 Using your answer in Q31 as 1 Less than 100% 
100%, what is the estimated 2 100% - 150% 
level of your cumulative 3 151% - 200% 
investment in information 4 201% - 300% 
technology, at the end of the 5 More than 300% 
next 3 years ？ 
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PLEASE RESPOND TO Q33 and Q34 ONLY IF YOU HAVE ANSWERED '膨 
TO QUESTION QL. 
Q33 In your organization, the reasons for NOT engaging in 
information systems strategic planning are: 
(Tick as many as applicable) 
一 Efforts for ISSP considered not justified 
— Lack of acceptable methodology or tool for planning 
一 Lack of staff resources 
一 Lack of necessary skills 
一 Lack of information regarding ISSP 
一 ISSP not considered a priority item 
— Other, please specify under Remarks below. 
Q34 What is the likelihood of your making a start on ISSP in 
the near future (within 1 year ？) 
(Tick one) -
一 Not likely 
— Maybe 
一 Very likely 
Please write down any additional remarks that you may have regarding the 
survey subject or specific questions. Append extra pages if necessary. 
END OF QUESTIONNAIRE 
THANK YOU 
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Appendix 4 
Partial List of Available Methodologies for 
Information Systems Strategic Planning 
Methodology Oriainat:o:r 
Business Systems Planning (BSP) IBM 
CRITICAL SUCCESS FACTORS Prof. Rockart 
PORTER'S VALUE CHAIN ANALYSIS Prof. Porter 
SISP Price Waterhouse 
SOFT SYSTEMS Prof. Checkland 
Strategic Planner L B M S 




Davis, G. B. & Olson, M. H. 
Manacfement Information Systems. 2nd Ed. 
New York: McGraw Hill, 1985. 
Pearce II, J. A . & Robsinson, R. B. 
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